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ABSTRACT

\'h /-_\\*\

The United States Air Force (USAF) Officer
Effectiveness Report (0ER) is the performance appraisal
system for the officer caorps. Uses of the 0OER include
per sonnel selaction for training, assignments, reductions . n
torce, and, most :mpartantly, promctions. Since the primarv
function of the officer corps is to tead, the DER should b«
focused on leadership poterntial. This paper reviews .
officership and leadership in thke military; summarizes
results of recent studies in performance appraisalj
discusses the extent to which the present 0ER addresses
leadership; and, makes recommendations for improving the
leadership potentia!l aspects ot the OER. The paper develoy -
A list ot agnt "dezirable" leaderzhip traits to be used a.
trating dimens.ons, or performance factors. These traite are:
knowledge, planning ability, goal setting, communicative
ability, personal contacts, initiative, delegation, and
responsibility. In addition, the pzper recummends a
retain/release rating block af profescional competence to -
address the "required” traits for an officer. The paper
concludes that the present DER addresses leadership to a
great extent: however, the rzcommended craits provide ¢

br gader  wcope 0 evaluat son of Leadder Stap potead cal .
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Chapter 1

BACKGROUND AND FURPOSE

Orientation

The process of identification, selection, training,
and appointment n+ leadership is crucial to modern
organizations. The leaders directly affect the future of the
organization by setting policy, plans, and guidance.
Therefore, it is essential to assure that the process for
1nstalling those leaders is correct in all aspects: from
evaluation of potential candidates to sustained development
2+ managers in the organization. A key instrument in this
process is the on—going performance appraisal which rates
oerformance and promotion potential. The United States Air
Fuorce (USAF) performance appralsal system for officers 1s
the Officer Eftectiveness Report (DER).

The OER i1s used for several personnel decistions,
including otfi1cer promotions. As part of the officers’
"selection folder," the OER provides basic data upon which
pnromotion selection boards base decisions. Therefore, the
UER should evaluate the factors which will contribute to the
officer 's success in the higher grade and position of
authority. Does the USAF OER constitute an adequate
promotion selection tool?

This study addressed the question through a review

of the literature on ofticership, leadership, and



performance appraisal. The major thrust was first to
identify key factors in officer performance and promotion
and then to focus on the extent to which the OER addresses
these key factors. The initial effort led to further
research of the USAF promotion system itself. Analysis
indicated that the present OER system focuses on leadersh:.;
however, the systiem can be enhanced to «i1d promotion

selection based on leadership ability and potential.

Organization

Officership and lLeadership

Chapter 2 reviews officership and leadership in the
USAF officer carps. The primary function of the USAF officer
corps 1s to lead. Studies conducted over the years developed
lists of distinct, definable traits which distinguisnh
leaders from the rest of the population. There was both
commonality and some degree of disagreement among these
lists. Today, discussion involves the so-called
"One-Best-Style" and the "5i1tuational Theories of
Leadership." The two are aclually complementary: "style"
being attitudinal, and "s:itusetion" being environnental. bLood
ileaders use certain character traits to adjust their "style"
to the "situation." Furthermore, research has stown that
leaders are apt to be more successful 1+ they have certain
traits or have had certain euperience. Theretore, leadersmp

traits are the starting pcint 1n tne studvy ot leadership.
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Uhapter 2 enumer ates thease laaderstop traitos; distinguishes
between "required" and "desired" traits; and, concludes by
noting that present performance hay be used in some
circumstances as a partial indication of leadership

potentiel.

Farformance Appraisal (FA)

—

Chapter 7 summarizes results of recent studies in
the fi1eld of personnel appraisal (PA), addressing purpose,
structure, problems, and growth. Results of PA can be used
tor such personnel actians as transfer/demotion/separation
deci1sions, compensation decisions, counseling, training and
development decisions, and validation of personnel selection
procedures. The organization’s senior managers should decide
what objective is to be achievad with the appraisal, then
tx1lor the appraisal syst.em to meet the needs.

There ere ten gereral types of appraisal methods,
mo~L ot which exhibit one or more ot the un;versal problems:
halo, leniency, and bics. Attempts to mirimize these

araoblems include such schemes as rating teams, statistical

vrocessing, and "critical performance elements.”

Liscussion

Chapter 4 briefly reviews the USAF OER and promotion
wystems; compares the present JER with the leadership traits
tdentified 1n Chapter 2; and., m:les recommendations for

2rhancing the DER system as a promotion selection tool. The

;
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OER provides information for organizational personnel
decisians and ‘eedback to individual ratees. The promction
system, which uses centralized selection boards of senior
officers to rank order individual promotion +olders, relies
almost exclusively aon the QER for inputs from the individo.|
supervisors. The OER form :1ncorporates a combination of
graphic rating scales and narratives, which rate ten
Per{iormance Factors and Promotion Potential, The present (ER .
evaluates ieadership extensively but lacks the scope of the
traits in Chapter 2. Therefore, the ability of the DER to
evaluate leadership potential can be improved. Chapter 4

prceposes replacing the OER performance factors with the

e1ght "desirable" leadership traits and a professional

competence rating to include the "reguired" traits.

Findings, Conclusions., and Recommendations

Chapter 5 summarizes the study findings,
conclusions, and recommendations. Areas of recommendation
include leadership evaluation, OER rating dimensions, rating
feedback, and rater training. Recommendations are bhaced on
the camparisan of the OER Pertormance Factors with
leadership traits. The development of these traits and thear
application to the USAl- officer corps are tey to an
€. tective leadershio. Theretore, the beginning point “or

this study 15 1n the field of leadership.
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Chapter 2
| . EADERSHIP

A leader is a person who i1nfluences the behavior of
"others in the direction of the leader ‘s goals; and,
crganizational leadership is an interactive process of

+f fluencing individual and group behavior to obtain the
crganitation’s goals (14:181). Tnis chapter reviews
vfficership ard leadershaip in the USAF officer corps.
Leadership discussions revolve around style, trait, and
si1tuation. Good leaders adjust their style to the situation;
suty research has shown that leaders are apt to be more
successful i1f they have certain traits or have had certain
erperience (14:277). Therefore, leadership traits are the
starting point in the study of leadership. The faollowing
paragranhs enunerate these leadership traits; distinguish

L -tween "required” and "desired" traits; and, conclude bv
vedang that prescot pertormance may be uwsed 1n some
Cromurstances as a partiral 1ndication of leadership

wtentiral.,

Officership

The primary purpose of the military officer corps is
tn lead. This stems directly from the officer’'s commission

and +rom the standard practices of a hierarchical

L o

orgarrzation (27:145-1523 07:18,67-68). A rumbsr of traits




or characterizations of leadership have been identified
through extensive research (22:678-683). While individual
experts argue against focusing on leadership traits (27:77),
most agree that "success is auch more likely 14 the manager
has certain characteristics, exhibits certain behavior,
and/or has had certain experiences” (14:277). Therefore,
organizations could combine the results ot research in
leadership and appraisal systems to focus personnel
performance on leadershtip.

The military otficer, whether i command or as a
member of the commander 's stati, i+ charged to leadg
(27:145-152). Samuel Huntirngton expressed thi1s leadership
function in definitive terms: "The direction, operation, ard
control of a human organization whose primary function i1s
the application of violence i1s the peculiar skill of the
afficer"” (21). The officer 's entire orientation 1s toward
leadership: As commander he sets the exampie, the "vision",
and the goals for the men of his command (3); or, as a starti
member , he a-sists the comms der in setting the goals,
establishing the vision, and conducting the uni1t toward 1ts
obtective (25:4@; 23:152-157%.. Regardiess aof rank or
positioan, tne military officer t= a .eader --by caliing,
training, heritage, and commiszian.

The ncst important r z2ason for evaiuatirg leadership
potential 1 to ensure the quality of the officer corps on a
continuing bazis. The next mnost 1mportant reason 1s to

yduentity a poui Gf potentral dedcder s trom whion g dr aw when




needed in event of war. Witness President Lincoln’'s arduous
vearch for an effective leader tor the Unmion Army ot the
beginning of the Civil War. Also, General of the Army Georage
.. Marshall's sfforts to install effective leadership during
the initial phases of World War Ii (29:351-33) make it
obvious that the identification of leaders on a continual
basis must be institutionalized. The military must be able
to identify its potential leaders in a routine, on—going
effart: There mav not be sufficient time to re-egan the
critical leadership positions prior to the next major war.

it 1 also essential that etfective leadership up and down

the chain of command structure not have to rely on one key

individual to personally realign the manning.

fArademic Discussions

The gquestion of whether the military could have
geared 1tself up so quickly without General Marsnall ‘s
personal 1rvolvement in leadership manning i1s academic. The
mrlaitary 's covwern for management 1n the 126@8°3 (per haps
stemming trom Feter Drucker 's -lassic 1954 worl,

Ihe Fractice of Management, and certainlv pushed by

tecretary of Defense McNamara's emphasis on Operations
Fesearch and analytical methodolugy) diverted attention. The
resulting shift in the language to emphasize menagement
caused a widespread aneasiness 1n the Air Force. There was

seri1ous concern that the essence of the officer corps was
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beéoming oriented toward management considerations at. the
expense of leadership (4:168-1708).

As might be expected from a close reading of
Drucker, the shift in emphasis from leadership to managemert
was only a temporary perturbation (9:158-16@). The overall
requirement for leadership by the officer corps did not
diminish. Eventually the language, and the emphasis in the
Professional Military Education courses shifted back to
leadership. The briet detour into the management world
praovided a broader intellectual background to the officer
corps and left a legacy of more structure and discipline in
decision making, particularly in business oriented matters.
Cost-bhenefit analysis, Operations Research, and systems
analysis provided a rational base for the "intuition",
"rules of thumb", and "gut feel" which had long been the
stock in trade for military decision makers. The good
leader s added the mathematical tools to their repertoire and
prioceeded with the job of leading. The controversy over
leadership and management was irrelevant: the effective
leader will be a good manager at the outset (28:271-272).

Another discussion involved leadership style versus
leadership traits. Proponents of the "Cne Best Style" of
leadership claimed that the best leader combines two
essential elements or dimensions simultaneously: high
concern tor the people working for them: and, high concern

tor ovbjective accomplishment (2:45-47). Proponents of the

"Leadership Trzits" school of thought claimed that




leadership is made up of numerous personality or character
traits. This latter theory allows for analysis of various N
characteristics in an individual. McGregor viewed leadership
as a relationship between followers, organization,
environment, and the leader (27:72). The ideas could be
combined to say that the "One Best Style" expresses an
attitude; and, "Traits" are part of a person’s personality,
regardless of attitude (17:9@). The "Trait" theory also
accommodates changes in leadership style to suit the
situation. This is a particularly useful factor in analysing
the actions of past leaders. Leaders throughout history
tended to be guite flexible in style, sliding back and forth
across the spectrum, making the study of any one style
difficult and tending to discredit the "One Best Style"
theory.

Studies of past leaders were important because an
Aanaiysic of leader actions and decisions led to clearer
ivdentitication of characteristics, factors, and conditions
f etfective leadership. Once i1dentified, the=ze subjects
couuld be taught to others. This in turn dispensed with
- «huther controversy: whether leaders are horn or made. 14

“hee ey essentials can be taught, then leaders can be made.

Larieral S.L.A. Marshall of the Royal Air Force agreed that

teadership can be taught, with the important stipulation F

~hat the 1ndividual be endowed with one predisposing 1
~haracteristic: commrtment (34:10--173).

:

s

? B

:

:'f"'- "“"*"\,“* ‘mm;ﬂ ','a 3"““ s ?"‘ .‘i‘f‘. i1\ .a‘. h ,q,h‘-a‘:' l:‘l i k!‘.‘-. h‘}l’.\- .‘0’.’1‘..‘ ‘ ';‘\! 4 , “' 3 ‘, ‘W 1 o "' "Ww}' ”" r’“'w ‘_.n



Leadership Traits

General 5.L.A. Marshall went on toc l1st some of the
essential ingredients for & successful leader: intelligence,
courage, decisiveness, successful image, candidness, abilaity
to set an example, ability to balance challenge with
limitations, ability to delegate, ability to communicate,
and ability to take risks (3@:13-22).

General Omar Bradley was convinced that leadership
can oe developed and improved by study and training (3:4).
Generel Bradley, while acknowledaing that there are many
qualities which contribute to effective leadership, ti1sleo
the following as being perhaps the most important: )ob
knowledge, demonstrated interest, mental and physical
energy, human understanding and consideration, conviction,
confidence, imagination, and character (3:4-6).

General Maxwell Taylor proposed four cateqories o+
leadership characteristics: professional competence,
intellectual capacity, strength of character, and
inspirational qualities (37:85). Geperal Tavlior thought that
the first three of these could be enhanced through stuady,
training, and exp=arience, but he was lesu certain that
inspirational qualities could be purposefu.iy instilled or
improved (37:92-93).

Hy way o0f a comparison with civilian leadership,
Wendell French reported that Ch.ef Executive Udfficers from
Fourtune 5800 companies in 1980 loocked tor the following

traits in successors: integrity, abitfity to get alonyg with

14
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people, industriousness, intelligence, business knowledge,
assuming leaderchip, and education (14:281). Rodman Dralke
proposed that successful execvtives possess some combinatinon
of the following traits: ability to focus attention,
emphasis on simplie values, staying in touch with people,
avoiding pseudoprofessionalism, managing change, ability to
delegate, and ability to accept responsibility (8:24-26).

. Anr finally, Robert Swanson, Chief Executive Officer for Del
Webh Corporation during its recovery in 1981-82, looked for
tive personal quelities in his Human Resources managers:
ethics and integrity, planning ability, ability to keep
crises gmall, risk~taking inmitiastive, and abi1lity to control
corts (19:9).

This review shows a commonality of factors between
lists and some interrelationship between elements within
lists. Therefore, these traits camn be arbaitrarily grouped in
order to reduce the size of the list and facilitate
ditcussion. The lists lend themselves to several methois of
categori1zation, but the first conzern is: What are the most
Latac anaredioente for leadership?

- The conzernsus of the experte does not assign
~ilative importance to these traits or provide a frame of
- zterence to distinguish thao "reguired” from the "desairable
traits. The following discussion on group acceptance ot

authority makes this distinction between “required” and

"desirable” traits,




Leqgitimacy

The theory for legitimacy of leadership is based on
Chester Barnard’'s Acceptance Theory of Authority (26:79-8@).
In accordance with the thecry, the group judges its leader
based on group values and goals and, therefore, accepts the
leader so long as he adheres to the group’'s values and
goals. From this standpoint the leader, constrained by the
graup s values and goals, i1s A de ftacto follower. The
important point of this thecry 15 that the leader must have
certain characteristics betore the group wili accept his
leadership. Once the group accepts the leader, then
additional characteristics enable the leader to direct the
group’'s efforts. Thus, group acceptance demands certain
"required" traits; and, continued leadership is enhanced by

"desirable" traits which contribute to the leader ‘s

affectiveness.

Required Traits

The +ollowing five categories aof traits are the
basic foundations for a leader ‘s character. These traits
define the minimum acceptable paraineters of the leader - s

character.

Intelligence. A sound mincg is the leader ' s most

effective touol. Properly trevned and attuoned, the mind wiil

assimilate and process data, make uwecisions, adjust




leadership styles, ard literally establish the foundations
for all other characteristics (33 83 143 19; 3@; 37; 39).
This is the trait most common to all lists. This does not
meanrn that the leader must be the smartest member of the
group, but i1t does imply that the leader must have the
ability to recognize and effectively utilize the ideas of

others (3:3).

Integrity. General S.L.A. Marshall addressed

pseudoprofessionalizm and integrity in the following way:

In whatever calling, the man chosen to lead must first

of all be true to himself--his ideals, nature, character

and sense ouf humanities...It is never necessary to play

a pert; so doing is an admission that one’'s selt is not

big enough (3B:14),
For higher command levels this necessarilyv entails matching
resources with tasks assigned to subordinates. The lack of
resources to meet tasking after the Vietnam war, combined
with refusal of senior officers to recognize or admit the
31 -uwation, drove jJjunior officers 1nto an irreconcilable
i!ilemma: do the ,0b without adequate resources (an
.mpossibility); or, falsify reports to avoeid negative career
1mpackt (4:171-172). Integrity, as a collection of traits for
tins= discussion, should include honesty. For haonesty is
cvesential to personal credibility. It is a basic value by
which the group juwdoges the ieader 's acceptability, or
legitimacy. Honesty is key to gaining confidence, which

“oGregor said 15 the first reauntirement for the effective

manager (27:42),




Couraqge. Clausewitz refers to "experience and
courage of the troops" as one of the principal moral
elements in war (39:184). The ieader must unify his unit
with his own fortitude. He sets the example for success at

all times; and personally leads during crises.

Success. General S.L.A. Marsnall remarked: "Faith o

ultimate success is the road to success i1tcsel+" (30:19).
Martin Smith in advising managers now to establish a good
management team said: "...demonstrate that you're a boss
with vision, that you set realistic and obtainable-—-though
difficult goals, and that you create an environment where
accomplishment is amply rewarded" (36:44-45). General
Bradley included LUCK as one of the =ssential ingredients
for a great leader (3:6). While neither success nor luck can
be taught or adequately controlled to the leader s
satisfacticn, he can maintain a positive image, a positive

attitude and keep up the momentum.

Commitment. The dedicated officer must be able to

ctarry out ascigned tasks completely and thoroughly; he must
be able to follow through. General 5.L.A. Marshall piaced

all other traits second to commitment when he said:

The more superficial traits of manne-, bearing,
initiative, and magnetism may lift him into leadership,
but in the eventual test of time onlv commitment can see
him successfully through real crises (30:13).

14




Sun 1, the Chinese philosopher and general, noted 1n 514
BC: "Weak leadership can wreck the soundest strategy;
torceful execution of even a poor plan can often bring
victory" (33:25). Commitment also entails the mental and
physical energy, enthusiasm, and "stubborness" General
Bradley saw as essential leadership traits (3:38).

This concludes the list of five basic categories aof
traits an individual must have in order to receive group
acceptance as the leader. Lack of any of these fundamental
elements undercuts the individiial 's legitimacy to lead.
Focsessing these basic traits. the leader can begin to build

on the other traits to enhance leadership ability.

Desirable Traits

In addition to the preceding required traits, there
are eight desirable characteristics which contribute to the
success of an individual as a 'eader. These traits may be
present in varying degrees, but, in general, the more these
traits are present, the more sucressful the individual

leader will be.

tnowledge. The successtul leader must be technicaliy
campetent in the unit’'s specialty (3:4; 37:84-85; 14:281).
in addition, he must be knowledgeable of the organization’'s
policies, plans,

personnel and structure. Only with thorough




|

knowledge can the leader adequately train his people and
form a solid base for planning activity. This is Douglas
Freeman ‘s "know your stuf$,” of which he said "...know vyour
own branch...know the related arms of the service...and know

the yesterdays" (13:4-95).

Planning Ability. The ability to manage time, wori,

and people to achieve the organization’'s objectives is key
to effective Leadership (14:112). In this vein, General
Brediey considered imagination to be important:
Inagination is the quality that enables ([the leaderl tc
anticipate the train of consequences that would foilow
from his contemplated courses of action. He can minim:ze
error and be prepared for likely contingencies (3:6).
Goal Setting. The effective leader must have the
"vision" to see and set realistic achisvement goals. This
implies evaluating job accomplishment in light of what was

available to worlk with-—-not relative to some ideal standard

(3:174) .

Communicative Ability. Both written and oral
communications are essential to selling ideas up and down
the organization. General Taylor staunchly supported the
need for communicative skills in the leader when he said:

If asked to identify certain intellectual gifts
particularly appropriate to the tasks...of a leader, I

would underscore the i1mportance of clarity and tacilaty
in aral and written expression (37:864).

16
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Fer wonal Contacte. lLeader ship oftectiveness depends
on the individual ‘s ability to get along with people both
above and below. One of the chief functions of the leader is
to interface with other agencies, offices, and groups
\4:688-81). Acquiring, maintaining, and expanding these
contacts is ley tc the leader 's continued success. General
Bradley advocated frequent visits with subordinates to

demonstrate interest and to offer recognition and

encouwragement (3:4-5) .

Initiative. The effective leader must be a

seglf-starter and able to handle risk. He must be able to
realistically assess and plan for risk in order to take
advantage of opportunities. General 5.L.A. Marshall said of

vecision making and risk:

True decision making means the resolution of a dilemma,
doing something when there i1s no computing the most
+avorable course. It is a leap into the dark, the
acceptance of the large risk, done almost in the spirit
of the gambler. That 's how things are done in combat, or
for that matter, in the world of business and in
personal affairs (38:186).

Delegation. The most productive leaders are ahble to

zelect good subordinates, accurately assess their own and
the subordinates’ capabilities and limitations, and assign
tasks at the appropriate level. McGregor commented on the

tenefits of delecating:

17
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We have learned...if we push decisions down 1in an
organization as far as we possibly can, we tend to get
better decisions, people...grow and devzlop more
rapidly, and...are motivated more effectively (27:121).
This does not mean abrogation of the leader s duties or
responsibilities. It does imply the self-discipline to stand
up occassiaonally to the next higher commander in taking
responsibility for what is being achieved as compromise
between current necessity and investment in greater future
capability (4:186). Delegation also i1mplies the self
discipline to allow subordinates to learn from their
mistakes. General S.L.A. Marshall remarked that "“"the trulv

modest man as leader has no desire to preen himself and no

impulse to deny trust to his subordinaztes" (3G:15).

Responsibility. The real leader acknowledges to
himself and to others that he is ultimately responsible for
the group’'s success or failure. The ability to build on
success and to learn from tailwre 1s an essenti1al key to
productive, effective leadership. Lieutenant Generai (Cabtton
related responsibility to several other characteristics when
he addressed the Air Command and Stat+f College 1n 1968:

The depth of your sense of responsibility i1s reflected
in your wiilingness to take charge, act with amthition
and enthusiasm, be dedicated to your profession, and
assume responsibility tor your mission (6:20-21).

This concludes the list of desirable leadership
trarts. The merhianiam for evaluating such factors remains

open. While ther e are ameo oo per for mant € appe ot sal et banle
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aval lable, tew address potential in a detailed analysis ot

per formance dimensions.

Followership and Leadership

The concept of the leader being a follower in the
same group leads to the idea of i1dentifying leadership
potential by evaluating the individual ‘s ability to follow.
The ability to motivate others, seil ideas, carry out
directions, and hone skills are essential to the leader’'s
character and position. Moreover, these items are important
performance elements for the individual group nembers.
Therefore, using the personnel appraisal system, 1t is
onceivable to use present performance as a partial
1ndication of leadership potential. The next chapter reviews

performance appraisal in general and discusses three of the

more promising ideas for improving the process.
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Chapter 3

DEVELOFPMENTS IN PERFORMANCE FPPRAISAL

This chapter summarizes results of recent studies
anao thought i1n the field of perconnel aopraisal (PA°, The
chapter addresses four aspects of the FA process: purpose,
structure, protlems, and growth. An overview of the
literature leads to identitying a number of tools of the
trade, and provides a basis ftor corclusion: and

recommendations included in the summarv.

Purpose of Performance fppraisai

Results of the performance appraisal process are
used for a variety of purposes i1ncluding: behavior
maodification (or enforcement); motivation: and i1nformation
for personnel management decisions (promotion, award,
transter, etc.). Other functions i1nclude wcrt role
detinition, pay i1ncreases, tenure, emplovee protection,
training selection, organicational contro!, record ot
performance, communications, and “to iet employ=es kncw
where they stand" (34:72). &z w>th an. data base,
bureaucr aci1es tend to adopt FPA results to purposes beyond
the original i1ntent.

fFrequently, tnere i1s also a difrerence of opinion
between management and the workers as to the purpose of FA.

Managers believe the PA proucess 1o to allow wor kers to mal e




inputs to work definitiony whereas, workers see it as a
means of feedback on pay, planning, and developmental
crann. Besearch pndicotles worlers more readily acceptl PA
systems which they have helped develop; therefore, involving
workers in PA development could be one way to refocus the
urpase on organizational objectives, if required (24:33,
72) .

The broad range of uses for the FPA process has not
changed significantly in the recent past, but the literature
cshows ~n 1nclination toward narrowing the scope (34:72). The
single system cannot be optimized for all possible purposes.
Weniell French noted that the purposes of motivation end
behavior modifircation are mutually exclusive (14:3537).
McBregor noted a basic conflict between the judicial role
demanded of the supervisor in the PA process and the
advisory role the supervisor plays in helping subordinates
arhieve personal and organizational goals (27:187-188).
Therefore, there may be a number of additional uses of the
iy process which are autually exclusive. The 1mplication is
chat the scope oi uces must be narrowed :1n order for the PA
process to be usefill. Otherwise, the entire process will be
g1t ated.

The majority of PA systems are set up to measure
performance in the present Job and ignore potential.
Therefore, promotion selectiron using such a system 15 hased
un the emplonyee’'s performance 1 the present job rather than

o potential to perform in the new job. Leadership traits




also vary between different levels of the organization

(4:85-86). Obviously then, the PA system must be tailored to

serve the purpose: For promotion selection, the FA process
should evaluate potential; for award and recognition, the "¢
process should evaluate performance. Some r esearchers |
advocate tailoring the method to the purpose: traditional
approach for promotion evaluation, training selection, and
merait rai;es; and, collaborative approach to develop

employees (38:71). (Collaboretive throuchout this paper

refers to @ FA method in which the worler participates 1n
development of goals, zriteria, implementation, etc.) |
According to some experts, career develcpment
diccussions should be separated from ihe routine FA
functions such as pay and w~orv plernings and, a separate
system should address career opporiunities, development
needs, and the career track with the i1ndividual in another
joint, i1ntegrated program (I4:34). Une organ.zation used a
separate section ot the same FA form for p-omoticn
recommendations. In this seaction, empiovees i1ndicated joub
preferences three to five vears 1n the future. Supervisors
then commenti:d o whether the plan was fecsitle, whea, now, H
and the trs.aing recurred (15:27)., Tous, t.e evatuatiun 4

present perfor mance and poitent: 1l capatiiity were addresseac

separately.
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tertormance Appraisal tethods

T'.e following paragraphs address the various methods
veed in the FA process. Mfost of the recent research 1n PA
has focused an the "form", as cpposed to the "means"
(24:22). This 1s a concern because the means of achievinag
the ocutput may be more important than the output itself in
same instances (20:2464). Fersonnel appraisal methods are
based on three wide perspectives: (1) economic indices or
resuliss (2) personality or traats: and, (3) through
obser vation of behavior (16:37). These three hroad
rerspectives are adidressed in more specific terms through
drfterent "systean” o "methode". Following are desturiptions

uf six commonrn FA methods:

LGraphi< Rating Scale

Job dimensions are rated on a scaled continuum
unning generally from poor to superior. Most scales are
"eavily subjecti.e and often are oriented to quantifying
cotangibles suth as attaitude and Ioyailty (53102338372,
t haviorally fnchored Rating sScales (BARS) constitute a
spectal epplication uf this method. 4 team of job expert:s
railaborate to cefine pertormance rating levelis througnout
the scale continuum. This provides a more precicse definition

ot pertormance and 1ncreases rater objectivity (15:38).
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Rank Order Method

Individual employees are compared to other emplaves:
tc determine which one 1s better and. thus, to determine ‘t.
order of parformance. This method 15 specirtically orrented
to breaking ties since the evaluator is torced to select one

employee as a better performer than another (5:124),

For'ced Distribution Method

Actually a goverrning tonl applied to other methoad |,
this methoad iaposes limits onv the nuaber of emalovees that
can be ratea 1n certain blocis of the retang ccate. The
primary purpose s to controi i1rflation. Farced distribut:oo
limits the number of appreisals g:ven ratings in any gie-~

lock to force a normal distribution curve (5:1:5;38:72).
The USA- "controlled OER" system (used during trne period of

1974-1978) 1s an example o+ forced distribution.

craitical Ircident Method

Super visors keep & current record of 11042 vadual
empiovees’ nctable actions. The pu-pose i1s ts Jdocument
nerfurmance thr sughout the evaluation perwvcd, rather 1 h
rely:ng on memory to csveluete performance. fn.s methnd
mnimlzes the problen of "recency", 1 wi.i2h mo e recent

incidents doranale the rating 5: 120 .
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corced Chuvce Metioad

Sets ot descriptive statements ere usad to describe
an emplovee’'s performance. Lach descriptive steatement has an
assigned weighting tactor, which 15 not necessarily
available to the rater. The combination uf precice
descriptionrs and weighting factors increases the rater’s
“blectivity and reduces "heio" and "leniency" effects

NIHI R I

Obyctives set at the beginning o+ the evalualion
ariod are used o measure pertormance (B:38). Goal-setting
s onermally a collaborative method with employee ond
supervisor jointly developirg ot jectives and performance
rriteria. The premiere =2:ample is Managenent By Objectives

MBO)Y (9:121-136).

ez @r voen PA methods (nclude rarraltives,
checitiirte, and pairred-conparisons (i1be 39-39,. The verions
m2thods are present2d here as & <+ ame of reference to aid
diszussion aof prouposec cystems. Mast "new” appralssl zystens
v merely refinementz to existing methods. There are a
timited nurmber o+ things that can be evaluated and a l:imited
rurder of ways o evaluate and docoument those. Apparentl, .
recearch has esbausied the list ot new things tc evalaste

viitbout roming to goups et the problems.
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Performance Appraisai Problems

The addition of Management By Objectives (MBO) has
not alleviated the overall problem of selecting the "best
qualified” individuals. The MBO process 1s tailored to
specific individual subordinate and supervisor pairs
(27:19-20). Conseguently, MBUO degrades comparability between
individuals. Therefore, organizations using MBDO usually have
at least one additional appraisal method to determine
performance rarnking. Other probiems i1n the PA process recuit
frum errors.

These errors car result fraom misunderstanding of trc
performance criteria, misinterpretation of rating
instructions, or personal biases. To show the extent of the
problem for practically any PA system, errors can stem from
rater, method, ratee, job, context and the interactions of
each (11:78). Subjective human and environimental variables
which may contribute to potential problems are:

~ prejudices (age, se.i, tace, etc.) and biases
(thalo, recency, leniency);

- political gaming (by employees, as well as,

evaluators);

attitudes (lack ot support by top managemenrt):
- political pressures:
- lack of training (1n the cvaluation system);

- lack of measures (anhsolute or reiative) of

performance;
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- absence ot controls on the overall systems;

- ineffectiveness of existing controls: and,

- liegal consideration: (state and federal laws,
appeal procedures) (16:40;20:250).

Some errors are inherent to the evaluation concept
iteelf and will be present to some extent in any PA system,
tizgardless of design. However, proper attention to design
nd implementation can lead to a better basic FA system.
sordon summar 1zed design flaws as follows:

Poorly desigred performance—-assessment programs are
characterized by lack of objective standards
«.awrong per formance criteria, vague definition of
per furmanice criteria, and failure to weigh
performance factors (16:39).
Additionally, the evaluator ‘s task is complicated when
performance 1s affected by factors beyond the ratee’s
control, such as jobs reguiring i1nput from another branch
Vs 64
Fortunately, problems 1n the PA process have not
srygnificantly increased recently. Similarly, however, there

' hittle progress an reoducang the number of these prnoblems.

vy Lrend 1n business 1s Lo shai+t trom coilaborative to

v anttional e2thods 1n arn attempt to strengthen the legal
detensibirlity aspects of the PAH process throuagh
docwnentation. Management favors the traditional rating
methods becaucse they give an appearance of organizationatl
Ul tys minitmize controversy over ratings between supervisor
an: ratzey and, oravide stancardized doata for decision making

vass 74-76). The « sl 1n this shot* most litely vnnll be an




increase in worker dissatisfaction, with all the attendant
drawbacks (i.e. absenteeism, grievances, turnover).

There does not appear to be a single, elegant fix to
the problems. The various PA system components are so
interlinked that solving a prablem in one part of the process
may result in a worse problem in another part. In addition,
the proposed fixes tend to be expensive in terms of manpower
to design and implement. The best fix 1s a good basic PA
system based on sound 3job analyses. Jon analvsis 1s the most
essential element for minimizing bias and meeting legai
requirements; therefore, job analysis is the starting point
for any enhancement program (123 153 163 20; 243 34),

Rater training can also contribute tc ernhancing a PA
system (20:264-268). Research using feedback in one rater
training program reduced leniency, but not halo effect. The
feedback, showing scores given by the rater compared to those
of the overall company average, was well received by the
raters and was Jjudged by the researchers to have goaod payoft
tor the organication (7:92-74)., Rater feedbac: could be one
of the most cost-effective ways of 1mproving PA systems. Data
to provide feedback are usuwally availawle within the compans
and need only be extracted, formatted, and briefly analyzed
to let the rater see how he "stacks up" with other raters.

Alspo, rater feedback does not require a substantial amourt of

w owth in the @nisting A system.




Growth

Growth and dev:lopment of innovative ideas depend on
erperimentation in organizations representative of those in
whict the finalized =zvstems will be used. However,

- evper imentation cen be dangerous to both the organization and
ity menbers. Secondary effects such as loss of specialists
due to biases cen have cerious implications for both
cbov t-term and long—-term goals. For example, military flight
Lozt engineers obh a bese run by test pilots were seriously
~ttcted by a forced-distribution rating system. The higher
calings went to pirlots. In the next promotion cvele a
significant number of engineers were not promoted and,
theretore, resigned. As a result of this mass exodus, the

orgainization was forced into a large engineer recruiting

campairgn and, at the same time, faced the perception by the

enyineers it was trying to recruit that it could assure

@ ther their develcopaent and advancement nor job security.

Due to the =erious implications of the P4 process,

penle are wary ot changes to eristing svsteme and,

therofore, leery of experimentation with new systems.

towever , researcher ¢ continue to develop new 1deas 1n an

attempt to find the optimum miv of measurable tactors and

ascceptability.

Three af the more notable scheme. to enhance the FA

rocess are addressed below. ihe first 1s a proposal tao

vrovide “"comparability” of performance ratings 1n an




organization spanning different jobs, locations,
responsibilities, and characteristics. The second is a
structured approach to determining the individual raters’
trends and biases in order to build a maore equitable system.
And the third system is a goal-oriented approach developed tu

rate federal employees.

Comparability

This concept proposes to integrate several PA tools
to enhance comparability. The concept 1s particularly
pertinent to muiti—national organizations ard those with
stratified performance, 1.e. one branch has = large

proportion of high achievers whiie another nhas low achievers.

LLarye organizat.ons are trequently faced with the requireanent

to promcte employees into positions for which there are
qualified individuals from several disciplines and branches.
Selecting the "best qgualified” person is difficult unless
there 1s a way to compqare the individuais. (he authors
proposed a comparability scheme consisting of four kev
elemente: comparable ciiteria, multirle raters, benchmarts,

and linking ~aters (12:75-82),

Compai'able Criteria. A paneil of job expurts

identifies succese criteria common to all obs ar the
performance group (e.q. comnrunicative skilis, judgment,
initiative, etc.i). Thece criteria ersure that selection

Gerreaons are bhases on rataangs ol performance or potential an

o . B .
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the: most tepor tant dimenamions ot the new job. Thas also
encures that individuals are rated on similar criteria, thus

the rating team is comparing like quantities.

Multiple Rater System. The team approach to rating
ensures higher gquality of the evaluation because it minimizes
personal biases ot any single rater and allows for a broader
poraepective in the evaluation. A variety of rating sources
an be used, such as matrix supervisors, coordinating
aupervisors, or even peer or subordinate ratings.
Matlhematical computalion of a "rater consensus quotient”
nrovides a scaled ranking of the ratees (12:81). The
consensus guotient not only rank orders the ratees, but 1t
al so provides scores to indicate the absolute difference i1n

pertormance level s,

Benchmarks. Benchmarls designate blocks of
terrformance, 1.e. 90-100 = E:ceilent; 88-89 = Satisfactory;
ct. Benchmarke also provide an anchor in the overall rating
process to help the rater amswer the question "Wiiat 15 the

ratee’'s performance compared to™"

Linking Raters. Raters able to observe, or link to, =a

vari1=ty ot j1obs and levels add a better perspective to the
evatualian. fccording to the authors: "The vertical leveling
provided by these linking reters dramatically improves

between giroup’ comparabality” (12:75--82).

;
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Frocedures. Once the comparable criteria are
determined, each ratee choses five to eight raters. This team
of raters includes the ratee’'s immediate supervisor, and
should also include at least one rater from a different
branch or discipline as a linking rater. Raters then perform
the evaluation using a modified forced-choice system with
benchmarks for each performance criterion. Resulte of the
rating are mathematically proces.ed to derive a rank-order
listing of ratees or a percentile score for each ratee on
each criterion.

Mark Edwards et alii proposed the following criteria:
leadership, goal accomplishment, problem solving, cooperative
influence, organization and planning, personal
accountability, initiative, and advancement potential.
Results of the first three criteria are processed to
determine a professional score. Results of the first seven
crateria are processed to determine a composite (summary)
score. Advancement potential 1s the raters’ estimate of the
likelihood the individual will be promoted in the next two
years (12:81-82).

The evaluation can be either part of the on-going
appraisal process or an ad hoc comparison with other
employees for a special purpose such as promotion. In the
latter case, Lthe process could he used 1Instead ot the more

expensive Assessment Center concept (1@:146-15%).
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Discussigon. The concept for achieving comparability
has promise since it addresses a large number of the problem
~reas in PA. Conversely, the concept also 1nvolves multiple
rater=s, mathematical processing of scores, and has yet to be
exparimentally veri+tied. Success will be contingent upon
¢rceptability both from a cost and understanding viewpoint.
the output 15 a good job—-anchored rank order of ratees
applicable to a variety of purposes from promoticn selectior
te, reductions in ‘orce. The amount of time required to
dew top gooud criteria, train personnel in the system, and
canduct eveluvations are disadvantages. However, extensive
gdgocumentation and simplified output may offset the

di1sadvantages.

telicy Capturing Procedure (FOLYCAF).

The idea of FOLYCAFP is tou identify and document a
supervisor's werghting factors for individual performance
ciymensions to obtain an coverall (summary) performance rating
. 18:59-48). Supervisors may not be aware of their own biases
«nd welighting tactors. PFPOLYCAF is intended to determine the
welghting tactors.

The weighting factors are determined on a one time
Basis prior to the start of the rating period 1n one of three
ways3: muliiple regression analysis of a tri1al set of
wppraisals compieted by the supervisaor; factors conscicusly

sztabklished by the superviscr; or, a combination of these two

h
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in which the supervisor formulates a composite weighting
factor more accurately reflecting both his intentions and his
actual rating behavior.

The factors are applied then to the performance
scores during the appraisal proucess. When the supervisor
fills out the PA form, the weighting factor for each
performance dimension is applied to the "raw' rating for that
dimension to obtain a weightea score. The weighted scores for
all performance dimensions are summed then to obtsain an
overail rating.

This procedure increases reliability and consistency
of the PA process; precisely specifies desired ratee
behaviors and links behavior to evaluation results; and,
provides a framework for monitoring the entire system. In
addition, it iets retees know what is expected; simplifies
the FA process; and, facilitates equal opportunity efforts to

ensure fairness (18:68).

Work-kesults Method (WRM).

The concept for WRM is a collaborative approach in
which supervisor and subordinate establish per faormance
standards and performance elements based on a detailed job
analysis. This method was driven by the Civil Service Reform
Act of 1978 which required management to define the waorlt to
be measured (performance elements) and the measures

(standards) to be used to appraise performance of federal

workers. A key feature of WRM 15 the distinction between




critical and non-critical performance 2lements. Thas
distinction provides built-in weighting factors.
By using critical elements, supervisors are not
forced to give higher summary ratings than they
feel is appropriate when the employee may have done
well on a number of performance elements, but
failed on the most important ones (32:82).
While iegal defensibility is the main problem here, WRM also
crovides ratings based on job analysis. Az noted above, job

zinalvsis 1s the key to overcoming problems and providing

c-owth 1n the PA orocess.

Summacy ot ferformance Appraisal

New developments in PA are not extensi ', and are
mainly spin—-offs from existing systems. FParformance Appraisal
systems cannot be optimized i all potential uses
simultan2ously. Theref e, PA systems should be focused on
specific puw pos2s in order to orntimize the process; and,
changes 1 optimize the FA system for secondary purposes
hould be carefull s analyzed and evaluated to ensure these
bannes do not detract from the primary purpose. Furthermore,
maneyers aust be cavtious 1n using PA results for other than
the gramar y puroose.

Job performance and promotion potential may require
sepa~ate eviluation criteria. Both performance «nd potential
may Lse erther "ftraditional” or "collaborative" methodology.
but performance 11 the present 1cb does rot recessarily

renslate into potential,
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Finaliy, job analysis and rater training are critical
to an effective PA system. Personnel managers should take
care to ensure that the logical process inveolving job
analysis, job specification, and Jjob evaluation i1s carefully
followed and that the rating system is well understood by tne
raters. System designers must ensure that rating dimensiuns
adequately reflect the performance factors required by the
organization: leaders and future leaders should be evaluated
on leadership ability and potential. The ne:t chapter focuses
on the official performance appraisal tool for United States

Air Force officers, the Officer Effectiveness Report.
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Chapter 4

DISCUSSION

This chepter briefly reviews the United States Air
Force (USAF) Officer Effectivene=s Report (OER} and
promotion syslems: compares the present OER with the
leadership traits identified in Chapter 2; and, makes
recommendat.ions tor enhancing the OER system as a promotion

selection tool oasec con leadership.

Officer Effectiveness Reports

The purpose of the officer evaluatior ceystem is to
rrovide the Air Force with information on the pertormance
and potenti1al of officers for use 1n making personnel
management decisicons, such as promotions, assianments,
angmentations, school selections and separations. 1t 1s
twtended also to proviae 1ndividual officers information on
therr performance and potential as viewed by their
evaluators (31:5).

Fhe evaiuation process 1nvolves tour ditterent
torms, but the Géfi1cer Effectiveness Report (AF Form 707 a1s
“te real backbone of the evaluation documentation. The rater
1ues the OQffarcer bFfttectiveness; Report to document
per formance and potential +or 1ncreased responsibility
(21:9),. This single form provides background 1nformation,

rating scales, rater comments and narrative, suggested




follow-on assignments, and endorsements (comaents) by
officers in the chain of command above the rater. The OER :s
maintained in the officer 's personnel records and is
available to the individual and his supervisor.

The present OER system rates Promotion Fotential and
Performance Factors of the present job. Ferformance Factors
rate how well the ratee accomplished his particular job,
without comparison to other officers i1n the same grade. In
the Fotential cection, the rater 14 to eveiuate the ratee o
capabili1ty tor assuming greater responsibility, &5 comparaed
to other officers 1n the same grade kncwn by the evaluator.
Furthermore, the rater bases the evaluation of potential on
the ratee’'s performance and accomplishments during the
period of the report but alsc may i1nclude consideration of¢
experience, educaticn, Job scope and responsibility (3i:9).

The WUSAF formally instituted or 1nformaliy evolved a
number of mechanisms 1n attempts to determire true
per formance. For a period, the USA! employed
forced-distraibution Lo discriminate performance. At present,
the chief discriminarnt is the rany of the final endorsing
official. The theory being that truly outst!anding
per formance will be acknowledyed bv higher ranking officers.

The use of endorsemerts resembles « "linting rater '
mechanism currentiy being discussed i1n the civiiian
li1terature (12:75-87). The scheme to continualiv elevate an
QER may also be seen as a truncatec "team rating", wher=21n

successively higher ranking 'ndividuals tacitl, approve the

%}
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tating by <onding the +orm upward. The OER culminates, for

most purposes, in the selection board process.

Selection Boards

The centralized selection process for promoction and
professional schools employs committees of officers to make
nersannel decisions. S5election decisions are based on
documentation contaired in the individual 's "selection
iolder"” (Officer, HE USAF Selection Board Group part of the
flaster Personnel Records), which includes an historical file
ot the 1ndividual 's OERs (44:8-11). Selection bonards, using
the OERs and other documents (Training Reports, Officer
Military Record, award citations, official photoegraph,
tficer Selection Brief, etc.) i1n the selection folder,
determine the individuai ‘s "ascessed potential to serve i1n
the higher grade, 1n po rtions of greater responsbility”
(43: 1) . Assessecd potential 1s based on leadership because,
27 pornted out 1n Chapter 2, the officer 's primary function
1+ tu lead, whether he 1 the commander or part of the

mwmander ‘s statt. Therefore, 1ncreased emphasis on
ivadership 1n the DER will translate directlyvy 1nto better
corsonnel dedicions, tncluding promotron selection, and a
higher quality officer corps.

The selectior boards are composed anly of sentor
t¥ficers, =nd there 15 an attempt to assure tnat the
composition of the board accurately reflects the population

uf eligibles (those being cunsidered for selection).

h
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Procedurally, board members simply rank order the individual
selection folders. Conceptually, the board caoilectively
constitutes a linking rater spanning the entire USAF, which
ensures comparability of all i1ndividuals under
consideration.

Feedback from board actions are minima:. Board
members may voluntarily review an individual ‘s records witn
him i1n an advisory capacity after tne board adjcurns. but
direct feedbiack relative to the proceedings and findings of
a specific board is prohibited (40:14). UOfficial selection
board results (selection and non-selection) are disseminated
to the i1ndividuals concerned through their commanders.
Selection results are later given a generai release and
include detailed breakdown of selection rates by pilot,
navigator, medical, etc. Non-selection results are usually
confined to official channels (commanders and personnel
aoftices). Experts at the USAF Mil:itary Personnel Center, the
centralized USAF personnel oftrice, will provide individual
counseling upon request. This counseling generally discusses
the individual ‘s records and may :1nclude &dvice to the
individual for enhancing his recorcs, such as performing

higher visibilaity jobs anag acgquiring more ecucation.

Promotion Concept

Together, the OER ard selection board systems {orm
the USAF promotion mechanism. The OER 12 the backborns ot ite

1ndavidual " oprometiron selectiron (elder, prraviding the b et
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reans for the i1ndividual supervisor to communicate to the
board. The board reviews and rank orders folders cf all
nchivaidual s unidder considerations and, the USAF then promotes
the number of individuals from the top ot the rank order to
azet manning needs.

| The present OER-promotion system is designed to
“gqualify" individuals for promotion consideration. That is,
the majority of officers will receive high ratings that
gqualify them tor consideration by the selection board. The
toard meabhers must discriminate between individual folders
Lo make rank order decisions. Discriminants, found 1in the
selection folder, may be professional and academic courses
attended, addit onal duties, official photograph, job
History, endorsements, etc. The board rank orders folders on
Lhe assumption that the folder adequately represents the

wt+1cer. In doing so, the board places trust and confidence

in the rater and en_orser that they have truthfully (within
this constraints of the s.ctem) described the individual
afficer and made worthy recomm: ndations. The present system
poran ts an ondr vidual who 1o non-selected one year to be
cunsirdered tor pramotion 1n subsequent years. therefure,
caprovements 1n performance and potential of late bloomers
~=n be recognized. This is in agreement with Mcbregor who
cantended that two of management ‘¢ most amportant tasks are:
o provide conditions 1n which the worbers can develop toeir

toherent potertial, capacity for assuminy responsibility.

a3 readireess Lo pursue organication goals; and. to provide




a pool of potential leaders "to fill a variety of specific
but unpredictable needs" (27:15,76). The officer corps
perceived that the controlled OER system eliminated
individuals from consideration. Once an individual was rated
in the lower half, there was no apportunity to recover. As
McGregor noted, an arganization in which workers feel ar
absence of approval will encounter morale problems, and
effective discipline will become dif+icutt (27:54-55). The
stigma of beiny 1n the lower halr of the otficer carps,
ccupled with the 1rnability to compensate made the controlled
OER system totally unacceptable. Therefor=, the USAF was
forced to return to a more success oriented DER system, with

all the attendant problems (35).

Problems

The acknawledgad protrlems 1n the present DER syster
ar+ lemiency, rating on general impressions, and differences
1n the standards of i1ndividual evaluators (tuo hard. too
easy) (31:46). These are general pertormaice evaluation
problems and not limited to the OER s/stem. Acditional
significant problems with the OER 1nclude 1nflation, lact cf
rater training, and lack of feedback. These problems detract
ftrom the eftectiveness of the DER 1n deocumenting an
officer ‘s performance and potential both fo- personnel
desisions and letting the ratee know where e stands

(1:v-1v).
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Infiatiun.

Inflation of the rating scales and narratives of the
OER is driven bv two factors. First, the need to use the OER

to provide {teedback Lo the retee and maintain marale

e’

requiree higher than actual ratings (14:332). Points on the
reting scale are well descrited by the Ferformance Factors

Standerds in an Aarray of descriptive remarks 1n the style of

a Behaviorally fachored Rating Scale (31:47-48). Dut raters
percerve tral a realistic rating 1n accordance with these
standards 15 a s . gn to the selection board that the
‘ndividual 18 an 1nadequate performer. Writing an DER is an
al of signals and subtleties to tell the brard what is
recelly meant, while simultaneously maintaining ratee morale.
foroncdly, the other problems, lack of adequate rater
training and lacik of feerdback to the rater, contribute to

inflatiron.

boch ot Habter rainiog
Farmal trawning on the UER system 1: cunducted in
Yhe recident courses of Squadron Offi1cer School and Ailr
romm- 3 and Staft foilleeos. Since these oo ses -an be
completea by means other than 1n residence, 1t 13 possitle
tuor an otticer to proceed througli the ranks to colonel
without rece: ving any formal training or the UL or the

ronction systewm. For the most part, rater training 1s "on
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the job" with reference to the regulations and assistance
from the next higher officer in the chain of command. Tne
lack of formal training is evacerbated by the lack of

feedback.

The individual must be told how well he 1s doing ta
meet his need for security, a basic requirement faor
organizational success (27:50.. The present USAF
OER-promotion system 1s inadequate in this respect. Feedback
from the rater to the ratee is direct. The rater can counsel
the r atee, for instance, and the OER is always available for
review in the individual ‘s personnel records. However, due
to inflation in the OER, the rating and counseling may be
very different in tone. The UER really does not tell the
individual where he stands. In fact, only the Military
Fersonnel Center and, perhaps, the selection board know for J
sure where the individual stands, «nd the board proceedings
are not released--only select and non-select lists (40:14).
Therefore, feedback to the ratee is limits=d and ambiquous.

Feedback to the rater 1s even more limited. The
reviewing or endorsing official quality controls the OER .nd
"...controllsl...rater tendencies to overrate" (31:43), -
There i1s no official feedbaclk required, statistical or
otherwise. Theretore, raters have rew benchmar-ks for
determining the validity of their own judgements. Raters

tend to overstate per formance "iwust to be or. the sate cade”,
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particularly when the ratee is a good, sound (but average)
performer.

The USAF has tacitly accepted inflation of the
uvresent OER as a standard practice. The system of signals
and 1nnuendoes to the selection boards provides a comprom: se
between disciminating between individuals and maintaining
amorale. However, a more basic issue than inflation of
tatings 1s the dimersions to be rated.

Feriurmence Factors/leadership Trait

e

i

This section evaluates the extent to which the
present OER focuses on 1dentifying leadership potential. The
discuseion begins by addressing the ten dimensions of the
iR Performance Factors. As noted in Chapter 3, past
verformance does not necessarily translate to tuture
rotentials but, as pointed out in Chapter 2, the presence of
traitz in the 1ndividual can be an indication of leadership
j otential.,

The ten (R Ferformance Factors arsz joby knowledge,
nwigement. and decisions, atality to plan and organizce worlk,
management , leadoership, adaptabiility to stress, oral
communication, wrirtten communiacaticon, professional gualities
id human relations (31:44). Table 1 presents 3 summary ot
e compar 1son hetween the OEk Fer formance Factors and

Teadership trait=s 1dentified 1o Chapter 2.

The leadership traits include all ten of the OEFR
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Performance Factors. However, the converse is not true. As
shown in the following discussion, the ten Performance
Factors of the present OER do not fully cover the eight

leadership traits developed in Chapter 2.

Job kKnowiedge. {(Depth, Currency, Ereadth . HBesidecs

technical knowiedge i1mplied in the OER, the 1ndividual stou:ic
possess orgam1zational knowledge. The leader ‘s tasks 1nciude
inter+tacing with other offices and training Hi1s suboradinatec.
He wust bhave tha= full aimensi1on of knowledae to be an
effective leader. The prese st OEx Per vormance Factor lacks

scope.

Judgement And Decisions. (Tonsistent, nccurate,

Effe-tive). Intelligence most appropristeiy describes this
factcr. However, 1ntelligence 1s one ot the "required"” traits
of Chapter 2. Thic factor should be placed 1n a FProfessione:
Competence bloct to 1ndicate the rrdiviaual ‘s t1tress for

continued service.

Flan _And drganize Worl. (Tiaeiy, Creative). Flanmiag

Abl1i1ty correlates precisel,y with this factor.

Manaqgement ot Kescurce:. (Manpower g Materal).

Flenning Abil:itv also ancluides, this fecton.,

tLeadersniip. (initictl oo, #ficoen. Responsibirlatyd.

ey




Invtrative and Responsibility i1nclude this tactou. from a
tizfinition standpaoint. But there iz insufficient correlation
ance leadet ship includes many more escential traitts as shown

)

10 Chapter 2.

fAdaptability to Stress. (Stable, Flerible,

Denerdable). Thiz falls under (ourage, Intelligence and
“uce 23 of the reguired traits. This tactor should be pilaced

vnder rofessional Competence.

Ural and Written Lommunications. (Clear, Concise,

Cirgznized, Confident). These factors are included under
Vonmanilcative Abiiity. Al though 1ndividually addiressable,
wi tting and speaking are not so different as to warrant

ceparale rating tactors and shouald be combined.

Protessiunel Cuaiaitres. (Attitude, Dress,

Cooperation). Cooper ati1on should be included under Personal
tontacts; the olher factors beiong 1n Professional

conptence, at o gnd o ceton s ot comuntment.,

Human Relations. (toual Opportunity Participation,

Gensilivily)., Sensitivity beloniys under Personal Contactss

tive vriher factors should be 1ncluded under Professional

osweetence. Bigotry and bias have no place 10 the mil.tary.
table - provides s comparicon of presect OER

frortarmence Factors with the leadership trarn:s 1dentidtred 1n
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Chapter 2. There 1s a considerable degree of match between
the two sets of factors. The major difference 1s ole of
scope. The leadership traits encompass a broader range of
factors, rather than considering leadership as a single
dimension. The leadership traits are both fewer in number and
broader in scape than the present OER Performance Factors.
Therefore, 1t is clear that the abilitv of the present 0OER to

identify leadership potential can be i1mproved.

Proposal

The purpose of the UEK needs to be refocused. The 0OER
should evaluate, as objectively as possible. the gqualiity ot
the individual ‘s performance of whatever 1aob he holds as 1t
casts light on his ability to perform at higher levels of
respansibility 1n the organizational structure. The present
Per tormance Factors of the OER shouid be replaced with the
leadership trai1ts identified :n Chapter 2. Fevisions should
incorporate a full scale effort to cevelop Behaviarally
Anchored Rating Scales to hetter define points along the
continuum of rach factor, similar to the present Fer formance
Factor Standards. While this wi1ll not solve the i1nflation
problem, it will provide reference points on which the rater

can base his evaluation.

Promotion Potential Index

In arder to enhance the OEF as a promction selection

tool based on leadership, the ratings should contribute to
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derivetion of an overall promotion potential. The present OER
Promotion Fotential factor should be replaced with a
Fromotion Potential Index computed from the eight ratea
facturs because: the traits ccocllectively define leadership;
and, promotion should be based on leadership.

Use of an cverall inde: would permit weighting of the
si.ales to emphasize individual factors, similar to the
"FOLYCAP" mechanism addressed in Chapter 3. The new
lisutenant would be heavily weighted in Knowledge; the flight
commander would be more heavily weighted in Delegation and
Responsibility: and, the squadron operations cofticer woulc be
more neavily weighted in Goal Setting. The chi+t in weight
! aces emphasie on the more 1mportant aspects of the present
jobh or the next assignment. The individual would improve the
right aspecte of his job performance while enhancing his
promotion indes .

Reimase of Promotion Index figures could orovide
readback to ratees and raters alile. However, there are
Para~ds asscciated with thas., The officer corps will resist a
i amation system which uses computations basced an quaiirtative
chser vations; theretore, the firzl decision in promotion
celection will remain the preragative of the seliectiaon
toards. Should the boards select individuals withn lower
promotion index numbers cver those with higher numbers, the
:yotem of weighting and antil inflationary devices will be
i validatad and the otf:cer corps probsbly will reject the

LER =ystem. The thres moust obvicus alternatives are: (1) make

as



the OER a clused system; (2) usze the Fromotion Fotential
Inaex and accept the problems; aor, (3) do not use a computea
promotion 1nde:x.

The “closed" DOER system is one in which results are
not disclosed to the ratee. A zlnsed OER system would further
reduce i1nflationary pressure. Raters would tend to give lower
(and, presummablv, more accurate) ratings 14 Lthe OER were nit
available for review by the subordinate. Howe.er, the clcsed
system interrupts an :mportant communication link between
suptrvisor and subordinate and ziimnales real +eedback to
the ratee.

The OER communication link could remain open if tLhe
Pronotion Indes were not used. Not using an overall i1ndex may
be the Lhe easiest compromise, but i1t negates the benefits of
weighting the scales toc attain the desired emphasis on
particular performance factors. The challenge 1s to develop ¢
system which is both tunctional and acrceptabie to the officer
corps.

A possible soluticn 13 a board-derived figure-of-
merit (FOM) which is not released. This FOM mniay be e plained
as a consclidation of all aveiiable data irnciuding
endorsements, letters to the board, Air Force reguirements,
and the promotior i1ndex. Such a device would )leave promotion
selection under bvard jurisdiction, retain « degree of
feedback ta the ratee, and ut:iice the scale ~eaghuing. It
may alsn be an wccrvate representualion of the sclection bhoard

process. At any rate, this ot.erc the beot cumprom se botween
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the reclaty of ol rcer courps acceptance and the requirciment

Yo provide feedback to the raters and ratees.

Frofessional Competence

The reanirad leadership traits should ve included as
. a separ ate evaluation block. Thie would be a retain/dismiss
figure similar to the "uritical element” device addressed in
the Wor k -Results Method discussion in Chapter 3. Factors
cnider Frotessional Competence should 1nclude 1otelligence,
thtegrity, honerty, courane, successtul image, «nd

c ot tment. Incurpor stior ot these recuommendatiaons withh the

{f nd.nys and conclusions from previous chapters will provide

e baseline for a much .mproved UER focused on (éadershap.




Table 1

Potential for Leadership Traits To Meet
Fresent OER Performance Factore

Per formance Factors Leadership Traits )
from Present OER tfrom Chapter 2
1. JUB ENOWLEDGE ENOWI_EDGE  +
2. JUDGEMENT/DECISIONS INTELL IGENCE /SUCLESS
3. PLAN/ORGANIZE WORK PLANNING ABILITY

4. MANAGEMENT OF RESOURCES PLANNING ABILITY

9. LEADERSHIP INITIATIVE/RESFONSIHILITY

5. ADAPTARILITY TO STRESS COURAGE/ INTELLIGENCE/SUCCESS
7. ORAL COMMUNICAT1IONS COMMUNICATIVE ARILITY

8. WRITTEN COMMUNICATION COMMUNICATIVE ABILLTY

9. PROUOFESSIONAL QUALITIES PERSONAL CONTACTS /PROFESSIONAI.
4 COMPETENCE

16. HUMAN KEILATIONS PERSONAL. CONTACTS/FROFESSIONAL

COMPETENCY

+ - Exceedes scope of Performance Factor

All OER Performance factors are met by the
Leaderenip Tra.ts from Chapter 2.




t
Table ..
Abi1lity of Fresent OER Performance Factors To Meet
Leadership Traits
Leadership Traits FPerformance Factors
g from Chapter 2 trom rresent OER
1.  KNOWLEDGE JOB ENOWLEDGE x
2. PLANMNING ABRIL 1T PLAN/ORGANIT ZE WORK
Lo GOAL Sed TING *
4o COMMUNICATIVE ABILITY ORAL/WRITTENM
COMMUNTCATION

J. FERSOMNAL CONTACTS HUMAN FELATIONS *
‘. INITIATIVE LERADERSHIF
/. DELEGATION *
. RESFONSIEILITS LEADERSHIF
Motes:

* — Dues not fulfill scope of leadership trait.
Other OER Fertormance Factors rougt ly meet tne

comparehle fLeadership iraite 1dentified 1n Chapter Z.

o
e
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Chapter 5

FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS

The purpose of this study was to research
applicability of the USAF OEk system as a promotion
selection tool. Research included a study o+ leadership and

recent developments in performance appraisal systems. The

study also reviewed the present OER system and i1ts use in
the promotinn selection process. The rating tactors of the
present OER system were compared with tactors i1dentifiea
during the research on leadersh:ip. Based on this review aru
comparison, recommendations were made for updating and

refining the OER system.

Leadership

The praimary function of the USAF ofticer corps 1 to
lead. This finding 1s based on commonly accepted
orqganizatianal practices, heritage, dem.nds of a calling,
and the officer ‘s commnission. Therefore, the officer's
selection for promotion should be based on leadership

potential.

Rating Dimensions

Character traits detine leadership ability 1n an

individual. There are "reguired" tralts, without which the
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individual will not be accepted by the group, and
"desirable" traits, which enhance the individual ‘s ability
to lead. The major required traits are: intelligence,
integrity, honesty, courage, successful image, and
commitment. Desirable traits are: knowledge, planning
ability, goal setting, communicative ability, personal
contacts, initiative, delegation, and responsibility.
Conmparison of these traits with the present OER Performance
Factors showed a high degree of commonality. Fresent rating
factors were included in the required and desirable traits.
However, the present rating factors did not include all
aspects of the required and desirable traits. The 0OER should
bher updated with the reguired and desirable traits as new

rating factors.

Feedback

The present OER and promotion selection process do
Aot adequately "let people know where they stand."
‘tathematicl processing of rating scores can provide a
foundation for developing & general, realistic feedback
device to the ratee. Mathematical handling of rating scores
¢iso permits weirghiting of tactors to 1ncrease emphasis on a
particular trait. Hatings snculd be weilghted and processed
+or derivation of an overall Fromotion Fotential Index in
arder to provide feedback to the ratees; to provide a device
for emphasizing more important rating factors: and., to

praovide a benchimark for promotion selection.

4
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Processing aof rating scores can alsc provide trend-
and standings to tne rater. Fecdhack would relieve
inflationary pressure and encourayge more reaillstic
evaluations. Fatings should be processed to let the rater

"know where he <tands.”

Training

Better urnderstanding of the OER system and promot.ci.
process would enhance acceprability of the systens, rel.eve
some of the 1nflationary pressure, and permit aofficers to
coricentrate on the 1mportant factors ot leadership. Forma!
training on the OER system and promotion process should be

enhanced at the base level.
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